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LORLOR→→LOALOA
Process ImprovementProcess Improvement

• #1 AFSAC Process Identified for Improvement
• IPT Established Jan 2006
• LEAN tool selected:  Value Stream Mapping

• Process Mapped - May 2006
• Identified Information Voids
• Identified Training Deficiencies
• Identified process “low hanging fruit”
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LORLOR→→LOA ProcessLOA Process
Value Stream MapValue Stream Map
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LOA Process & Key MetricsLOA Process & Key Metrics
(Simplified)(Simplified)
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LOA Process & Key MetricsLOA Process & Key Metrics
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LOA Process ImprovementLOA Process Improvement
Phase OnePhase One

• VSM team identified steps in the LOA process 
that had not been measured or tracked
• Entry of LORs into DSAMS within 10 days of 

receipt
• DSAMS customer requests without a Case-ID
• LOAD & Document Writing scrap & rework

• DSCA 120-day metric was being measured after-
the-fact with little proactive management 
• Developed leading indicators versus lagging 

metrics
• Enabled forecasting, work prioritization, 

management intervention
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LORLOR→→LOALOA
Information Voids / RedundancyInformation Voids / Redundancy

• LOA information tracked in multiple places
• DSAMS
• SAMIS (UDOC/QDOC) (Legacy System) 
• Home-grown Access Database
• Sub-process Excel Spreadsheets
• Conflicting information, non-standard

• No centralized oversight of all workload and status
• Needed to reduce number of information systems
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LOA Process ImprovementLOA Process Improvement
Established Proactive OversightEstablished Proactive Oversight

• Established a Weekly Production Meeting
• Tracks LOAs as an operational unit would track sorties
• Mid-level management participation
• Increased accountability; identified training opportunities 

• Used DSAMS as “truth source”
• Review based on several key milestones of interest
• Created AF-unique milestones to facilitate measurement

• Enabled divestiture of home-grown & legacy systems
• Simplified status reporting and tracking

• Enforced documentation compliance
• All workload depicted and prioritized

• Customer requests – “Churning” LORs
• Documents Initialized within 10 days
• Documents on Hold
• Documents Approaching/Exceeding 120 days
• Documents Offered not Accepted/Implemented
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LOA Process ImprovementLOA Process Improvement
ResultsResults

• Cleaned up DSAMS database
• Over 100 invalid requirements cancelled
• Customer Requests without Case ID reduced 90%
• Enhanced usability of DSAMS data

• Positive trends in several metrics
• Improved timeliness of LOR entry into DSAMS
• Achieved DSCA 80% 120-day metric 6 consecutive months
• Reduced aged (>120 d) documents to <20% of inventory
• Enabled highest throughput month on record (Aug 2006)

• Better process measurement throughout
• Enhanced understanding of process bottlenecks
• Quantified scrap and rework at each process step
• Prerequisite for further improvement initiatives
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LOA Process ImprovementLOA Process Improvement
Way ForwardWay Forward

• Re-engineering process to adapt to DSCA Case Writing
• Realignment of retained functions within AFSAC 

• Minimize process hand-offs
• Creation of “LOR operations center” to coordinate and 

prioritize the entire work effort
• Central receipt of LORs, DSAMS entry

• Emphasis on process-ownership and training
• Reduce Scrap & Rework
• Decentralize to reduce bottlenecks

• Plan to stand-up new organizational structure 1 Mar 07
• Must adapt measures and metrics
• Will develop new Value Stream Map in May timeframe
• Goal of “time-definite” LOA production by late summer
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